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INTELLIGENCE STRUCTURE AND MISSION
DCI RESPONSE TO PART 2 OF PRM-11

When one addresses the question of the most effective
organizational arrangements for meeting the nation's intelli-
gence needs, it is important to underscore that good intelli-
gence is a prime requirement at every level of Government
concerned with national security from the President and
members of the National Security Council to the military
field commanders.

At the national level, the purpose of the U.S. Intelligence
Community is to produce high quality, relevant, and objective
intelligence for the President, the NSC, and, increasingly, for
the Congress. These national needs range from information and
analysis supporting the formulation of major policy decisions
to providing strategic and tactical warning. Such intelligence
is derived from the most technologically advanced technical
collection systems as well as from the most traditional forms
of espidnage.

Intelligence must also serve the particular needs of the
Department of Defense and the military services. At one level

intelligence is used in making decisions as to what weapons
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system to develop as well as in force structure planning. At
another ievel, intelligence provides essential information for
crisis response and support for the conduct of military operations
including the time-urgent data on military force movement and
activizy. The means and manner of collecting, processing, and

producing such intelligence are as diverse as are the needs.

At issue is what organizational arrangements will most

effectively serve the wide variety of intelligence needs of

national, departmental, and tactical users.

The National Security Act of 1947 and the National Security
Council Intelligence Directives of the late 1940s and 1950s
established the basic division of responsibilities with respect
to intelligence activities among agencies and departments,

These divisions had their origins in the traditional distinction
between military and non-military intelligence. The CIA was
directed to produce '"national" intelligence while the military
services were asked to continue to collect and produce '"military"
intelligence for use both in war and peacetime.

In.charging the Director of Central Intelligence, as head
of CIA, with "coordinating'" the intelligence activities of the
several Government departments, the National Security Act of
1947 sought to prevent a repeat of the intelligence confusion

and delays that occurred prior to Pearl Harbor. The problem

Approved For Release 2005/11/21 : CI&-RDP79M00095A000200010003-9
SRRt Ty o

1 h L
Wk e £ e



e T
Approved For Retadse 2005/11/21 : CIA-RDPZINM00095A080200010003-9

-~

addressed under the act was how to collect, collate, and
process inteclligence reports and estimates that would best
serve the national leadership--the President and the NSC.

It is clear that the national secufity "language" of
the 1940s and 1950s does not serve the needs of a modern and
technologically complex Intelligence Cémmunity. The ol1d
distinctions between "military" and 'hon-military," and
"tactical' and '"national'" have blurred.

Two separate aspects of the problems have markedly risen
in importance since 1947: the efficient management of the
resources allocated for intelligence collection and analysis;

and the optimal targeting of intelligence collection assets.

The resource allocation role of the DCI is complicated by

the fact that the resources applied to signals intelligence
and to satellite reconnaissance systems within the Department
of Defense represent more than half of the National Foreign
Intelligence Program budget. 1In contrast, the portion of the
NFIP budget that is appropriated to the Director of Central
Intelligence (in his capacity as Director of the CIA) is only
about 20 percent. This hasrcreated problems for the DCI in
his exercise of leadership of the Intelligence Community, and
puts the Directors of NSA and the national reconnaissance

effort in the position of serving two masters--the Secretary
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of befensc and the/DCI. At the same time, the existence of
intelligence collectors:with potentially overlapping capa-
bilities, and the high costs of technical collection systems,
makes it increasingly important that there exist arrangements
to consider tradeoffs between the different systems.

The management of intelligence activities throughout the
Intelligence Community actually involves three types of
tasking.

First, is "mission" tasking, which is the "what to do" o).
tasking of collection and prodﬁction organizations. This type
tasking is now done for the DCI in the collection field through
his development of requirements and priorities, and his levying
them on collectors, primarily through the mechanisms of the
DCI COMIREX and SIGINT Committees. In the production of
national intelligence, mission tasking is controlled by the
DCI through his NIOs and his operational management of the
CIA.

Second, there is "operational" tasking, which is the "how
to do it" response to mission tasking. Operational tasking
is the responsibility of the operating head of each organization
of the Intelligence Community. The DCI operationally tasks
only the CIA. Operational tasking of Defense elements of
the Intelligence Community is handled within the Defense

Department.
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The third type 1is ”progrém and budget tasking" which %
is tasking directl& related to "what should Q; do in the ?& ’
future?"” It is in this.area of tasking that current DCI
responsibilities and authorities do not match, and in which
there is the potential for differences with departmental
secretaries who look upon program and-budget tasking for
intelligence activities as a part of their overall respon-
sibilities to task elements of the department to do whatever
is needed to develop programs and budgets. Executive Order
11905 charges the DCI to "ensure the development and submission
of a budget for the National Foreign Intelligence Program,"
but his authority for program and budget tasking is subject
to departmental challenge.

The tasking of collector organizations is complicated
because increasingly, intélligence data-collection systems
Ihave grown capable of serving both the broad interests of
the policymakers and defense planners and the more specific
technical interests of weapons developers and field commanders.
Signals intelligence provides both economic and military
communications intelligence. Spies are ésked to collect
information on Soviet weapon technology, political intentions,
gfain harvests, etc. Satellites produce pictures which are
critical both to the SALT policymaker and the Army Commander

bn the East German border.
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There are issues of how to provide the tactical commander
in the field not oﬁly the appropriate product of "mational"
intelligence collection.assets, but how to permit-that
commander to task those assets directly to his needs; and
there are issues in the opposite direction, mainly involving
ensuring that the appropriate product éf "tactical" intelli-
gence collection is made available to national policymakers.

One key question, then, is what degree of centralization
of control in the Intelligence Community will best provide
resource rationalization and insurance against duplication
and waste. Another question is how to task the multiplicity
of collection systems in ways that will be fully responsive
to the needs of all consumers. For example, any gains in
efficiency of tasking at the national level cannot be at the
expense of the Secretary df Defense's requirements for
immediately responsive intelligence assets in crisis and in
wartime,

Alternative forms of resource management and operational

tasking control deserve to be considered.
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Resource Management Techniques

Resource decisions:on collection and analysis systems
and organizations could be made on a collegial basis in a
negotiating forum which deals with resource management matters.
The Director of Central Intelligence or the Secretary of
Defense could be the Chairman, but neither would have final
decision authority. Differences would be referred to the
National Security Council or the President for decision.

The same negotiating forum, could be used with the DCI
having decision authority, subject only to appeal by other
members to the NSC or the President.

The Secretary of Defense could have the decision

authority.

Day-to-Day Operational Control and Mission Tasking Techniques

The direct mission tasking of intelligence collection
systems could be left to committee decision with actual command
authority left uncertain, and subject to negotiation.

The President could designate the DCI or the Secretary
of Defense as the fasking authority for a particular type of
system under specific circumstances, depending primarily on
the balance of importance between national aqd military

requirements.
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These variations in authority over resource allocation
and operational tasking can be combined into the following

basic management techniques:

Tasking ~ Collegial Presidential Designee
Management Tasking Tasking
Collegial Management A - B
DCI Control C D
Sec. Defense Control E F

Option A is about today's arrangements. No changes
would be necessary to E.O. 11905.

Option B is today's resource management procedures
with more specific mission and operational tasking
procedures. E.O. 11905 would have to be modified to
provide specific guidelines for tasking each generic
category of '"mational'" and ''tactical" intelligence
collection.

Option C is a strengthened DCI role in resource
management with today's mission and operational tasking.
E.O0. 11905 would have to be modified to provide DCI
full resource control over present DDO assets.

Option D is a strengthened DCI role in resource
management with more specific mission and operational
tasking procedures. Changes in E.O., 11905 as in B and

C above.

Approved For Release 2005/11/21 : CIA-A?DP79M00095A000200010003-§

[ S0P I
P s

S U



Approved For Relgase 2005/11/21 : §A;hb93/;9—§|00095m200010003-9

Option E 1is Secretary of Defense in control of
resource manaéement.and today's mission and operational
tasking. Changes Qould be necessary in E.0. 11905 to
reduce DCI responsibility for resource management.

Option F is Secretary of Defense resource control
and more specific mission and operational tasking.
Changes in E.0. 11905 as in E and B above.

Possible Organizational Changes to Match the Above Management
Techniques

There would seem to be no brganizational changes required
under A and B.

With C and D, where the DCI would have responsibility
for allocating national intelligence resources, the question
arises whether a DCI with final authority for all resources
should also remain as head of one of the agencies (CIA)
competing for these resources.

If the answer is 'no,'" then the question must be addressed
as to whether the DCI as principal intelligence advisor to the
President can perform that function effectively without direct
control of some infelligence analysis and estimating resourées.
And if he must have such resources, what are the alternatives:
The NIO organization only, the NIO and all of.the DDI, the NIO

and part of the DDI? -
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With C and D, there is aiso the issue of.whether resource
rationalization ané efficient management would be possible if
the DCI had responsibility for resource allocation while the
Secretary of Defense continued to manage intelligence activities?
This would require considering transfer.of the principal DoD
collection assets (the NSA, and the Air Force and Navy special
reconnaissance programs) to the DCI. Finally under C and D,
there is also the question as to whether procedures could be
devised to provide continuing availability of intelligence
resources of the right type to meet the needs of military
commanders during a time of crisis or war? This would require
some explicit provisions for collegial control of major
resource decisions on procurement or discontinuance.

In E and F the question would arise as to possible
conflicts between the DCI's role and that of the Secretary of
Defense in resource management. Could the DCI be subordinated
to the Secretary of Defense for resource management purposes,
but left with a direct access to the Président for purposes of
advising on matters of intelligence substance?

There are, of course, variations on these techniques,
especially as to degree of control. That is, a move to give
either the DCI or the Secretary of Defense stronger control
of resource management need not be total, but only more
aefinitive than at present. The attached chart summarizes

these various techniques with gradations in between.
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TECHNIGUES FOR MAMAGING AND TASKING,NATIONAL INTELLIGENCE ACTIVITIES

DCI position
much stronger

Sole authority to develop/approve

program and budget for all
national intelligence activities

SoTe authority for mission and
operational tasking of ail na- I

DCT not operating head of CIA;
remove NSA and National Recon-
naissance from DoD; CIA, NSA

and National Reconnaissance under
direct DCI operating control

tional intelligence activities

{

-

_Efogram/budget controls/tasking

DCI position
somewhat
stronger

ffission taskingi—o change)

E.0. 11905 amended to clarify SCI
authority to deal directly with program
managers and heads of intellicence

bW

offices, and task them directly

A

|Operational tasking _

E.0. 11905 amended to strengthen DUI
“authority to task NSA and National
Reconnaissance elements directly

Retain present situation j— { No change ]
BCI and NSC/PRC position on NFIP budget
to be a recommendation to SECDEF in

SECDEF position development of his Department budget

somewhat

stronger No OCI tasking of DoD intelligence o

- {Operational tasking — }— elements except through, and with (,

approval of, SECDEF ' |

SECDEF position
much stronger

Sole authority to develop/approve
proaram and budget for all

national intelligence activities

DCI heads CIA but reports to SECDEF.
CIA may be integrated into Dod

Sole authority for mission and
operational tasking of all na-
tional intelligence activities

Program/budget controls /tasking e
Mission tasking— o change] ‘
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11 APR 1977
NOTE FOR THE DIRECTOR

The attached draft "Intelligence Structure
and Mission" paper is a partial re-do of the
proposed Part 2 response to PRM-11 you provided
me on 8 April.

The bottom paragraph on page 3 is a pro-
posed replacement for the next to last para-
graph 3 of your draft. The material on page 4
and the first paragraph of page 5 has been added
to address the "tasking" problem. The table at
the last page has been revised to fit the
discussion of tasking on pages 4 and 5. The
only other changes to your draft were of a
minor editorial nature.

Admiral, USN
D/DCI/IC

Attachment:
as stated

INFORMATION
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